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17 May 1954

MFMORANITIM FOR: CX1 Career Service Board

SUBIFCT: Performance Evelaation

i, On 43 May the Career Service Board made the finszl of a
zeries of decisions conserminy the aholiticn of the PER arid the
atilization of & new Fitness Report. Eazh successaive decision,
in my opinion, has made 1t less llkely that CIA will have:a use-
Nl and accaptable evaluation system, The final result cdn have
such sericus impact on employse morale that I would be remiss in
my professional obligation if I &id not write the followins para-
giaphe in sn attempt to clarify the oroblems snd implications
involved.,

2, Alomg with sex, polities and religien, cwalustion pro-
cedures should be added as a tepic about which 1t 1s impodsible
to have a rtional diseussise. This emirevercisd satups =
evaluation procedures and how they are to be used makes 1t im-
perative that great care be taken to insure thelr general acceptas
bility prior to moking a widespread or raiical change in a sysiem.
The first task force sppointed by the board developed s report to
be applied only to employees during their provisional period and
for the sole purposs of alding in determination of thelr s:itability
for retention snd CIA Career Service. Th: repurt would {4} not te
shoun the individusl; (2) be used eentralily by a few higis-level
individuals having accenss to technical advize ard studlesy (3] not
necesanrily be scored lut could be if the Board so desircd. The
problem of ncceptability of the report did not loom large bBinece it
wonld be used for relatively few people and its use carefully con-
trolled. The system would have had » rsasonable chance of success.

Je Subsequent task forces were given narrower directives on
probiems with mich broader implications, On 13 May, decishion by the
Board results in a report which will be (7.) used for a multiplicity
of purposesg (2) applied repentedly %o avery individual in the
Agencys (3) used by local as well as Headunarters personnel officers;
and (IJ shown to the employee at the option of the individual
supervisor., Comparison of the o sets o ronditiomz makeb
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apparent the fact that s report for a1 given set of procedures and
purposes iz now %o be utilized in a Hfferent fashion for different
ands,

Lo The shifting nature of the dlractives to thepe task forces,
further complicated by the small span of time in which each task
force was agited to complets its work hns made 1t diffjcult for any-
one to keep the evaluation problem in clear perspectite and resulted

2; The adoption of a form containing features inconsise.
tent with ita proposed use and without full cone
sideration of the many policies that shéuld govern
its uses.

b, The probability that a great deal of con troversy
will follow the report's introduction, with the
possibility of serious impac: on the morales of em-

ployees.

5. Some of the most important factors to be considered in the
design and use of rating systems aret '

2. Ratings, whether scored or unscored, raeflect the
opinion of tne persan by another, and therefore, a
single report will never have the objectivity that
is desired. As a practical matter, 1t appears that
the mnly way to reduce subjectivity in ratings is
by obtaining opinions of a number of supervisors as
an employee holds s serias of jobs,,

b, Performance evaluntion 1s mere than 2 rating form:
it is a complete system, including policles goverming
use of such forms.

¢. No personnel action should be taken Automatically
concerning the individual en the basis of the rew
sults of Fitness Reovorts alone. Decisions should be
made by responsible persons having accesd to all the
information available concermning the individual,

d. Succeas of rating systems will vary in ralation to
at least the following fastors: :

(1) e dogres to which purpose of the syeten is
specific.

Office of Personnel (2) The degrse or acceptance by users of the form
Forms Management Program In relation to its stated purpose.
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{3) The degree of understanding that canide given
the nsers st the tiwe 2 new procedure is intro-
dllcﬁ’do

6» An analysis of the proposed Fitness Report revdals its
unsuitability for periodic eveluation of job performence and for
serving »s the basis for discussion hetween supervisor and employee,
It does not contain a grsat number of ouestions that areé specific
to job performance snd it does contain = great dezl of {nformation
conceming personal characteristios of the individual which, while
not relevant to evaluntion of job performance, are relsvant to a
dacision on retention with the Agency or admission to Cdreer Service.

Te A report desipned for periodic evaluation of 1db performance
should hove the following characteristice:
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It shonld deal with onwtheejob behavior Giring a
specifiad pericd of tinme and be adapted to a wida
vazdety of jobe,

It should be designed so as to serve as a recl
basis for discussion between supervisor arnd his
subordinate of behsvior pertinent to job parformance.

The individual should be informed at the Yeginning
of the rating period an what type of job perfomanca
he is golng to be rated,

The form should provide the possibility fdr inclu-
sion of specific behavior instences daaeming special
commendation or criticism.

It should includs factisl records om attendance, funge
tuality, or provide for the nossibility oﬁ relating
these records to the form.

It should be shown to the emmluyee in its sntirety,
It should contain recommendatiens for training.

It need not lend itself to scoring, and

it should contain a statanent of the job performance

factors which are to be siressed during the next
rating period.
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3. ‘wo specific questionsz inised duiing the 13 May meeting of the
Fosrd deserve aomewhat fuller anovers than time permitted givingt

2o

o,

The first question cuncerned the possibilit-y pf scoying
'Z:he Fitness Report. As noted at the time, s report
tends itself to quaniitallve scoring on the hneis of
npp:'opriate astucies, It theld be added thel develope

ment of a truly meaningful score requires exfmsive
stdies, Practicslly, it 1s possible to devdlop scores
which would have rough sc.eening uses, Even:for a very
minimum use, such scores cen not, however, bé devcloped
until rating forms of a slusble sampling of émpluyeeu
have been received,

(1) Use of a guantitative eurs caises queaisim-
of wiere th-t score is tov be placed and who
has sccess to its Inere is the possidiiity
of 5o using sich a sc9re as to start an ande
less controversy, ‘%ne difference betwd=n the
interpretation of 2 parsm*s relative gtane
ding in a select grovp (as expressed by scores)
and his stonding 1n selation to some kind of
sbaclute standard (2s expressed by an ynacored
report) has never, tw ny knowlsdge, beén succeas=
{adly explained wo any 1+rge group of people
rated, military or civiiian. No one reacts
fnvorab‘iy to the idez h2 is generally bompetent
but still is in ithe bottom ten percent of the
employee group. Using scores requires utilize
ation of technically trained personneX and
extreme cire in gusrding thelr eirculdtion »nd
use,

The second question concemned the possibility of the
usual Personnel and Placesont Officers usidg the Fite
ness Repcrd in relation ti assignment, reabsignment,
2nd other persommel decisions. This was replied to

in a somewhat nogative marner by saying thht this re-
port could be vsed for such purposes m;ofhr as the
decisions involved relative evaluation of the indivi-
dual. It needs tv be strossed, however, that decisions
auch as sssignment and ro:ssignment will ire addi-
tinal specific informatimm thnt 48 not cdutained on
thia fom nnd that no single form will be a11 that 1s
needed for the many perscanel decisions that are nece
essary, Reliance on a single form for 211 kinds of
personnel decisions cannot be expected to result in a
uniform exceilence in all types of deei.siﬁaq
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2. It is recommended:

a, Regardless of which of the courses of actlon ligpted
below 18 adopted, the entire problem of evalustion for
CIA multiple purposes be assigned to technical special-
ists for study under the supervision of a specinlly
appointed task forve, The studies should be glven
ample time, tentative deadline for completion established
as at least a year after initiation and the studies sheuld
inclnds conaideration of policies and ways of insuring
acceptability.

b. Both the PER and Fitness Report be used,

(1) The Fitness Report be usad during the ome
ployeats provisional period.

{2) The PER be usad thereafter,
¢, If there can be but tne evaiuativn report in uvse,

(1) The PER, with modificaviens to incorporate
as many a8 possible ¢f the principles in
Paragraph 7, be used [or the present,

do If the 13 May decision of the Board to utilizs
the present Fitnsss Report stands,

(1) Section IV be eliminated as wholly inappro=
priate to the purpose of periodic evaluation,

(2) The report bu tried wut on a small secale in
gselected offices in order that the Board may
have a fuller kmowledg: of whad the impact
employee moraie will bu.

10, It is reapectfully requested that this memorandus be made
part of the official minmutes of the CIA Career Service Boaird,

/s/

25X1A9a

Psychologist




